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DO  THE  RIGHT  THINGS,  FOR  THE  RIGHT  REASONS, 
AND  CONSTANTLY  STRIVE  FOR  IMPROVEMENT.' 


I NTROpyCT I ON 


Thla  ia  a  atory  of  an  or ganizaLion  that  tried  to  do  the 
right  thinga  £or  the  right  reaaona  and  i'ound  aucceaa.  The 
atory  ia  not  how  to  iapleaent  Total  Quality  Manageaent 
<TQM.>.  Rather,  it  ia  the  examination  of  one,  unique  Air 
Force  operational  helicopter  aquadron  that  tried.  It  ia 
both  a  horror  and  aucceaa  atory.  Horror  in  that  the  TQM 
effort a  uncovered  leaderahip  and  management  aapecta  which 
could  eaaily  be  argued  ahould  never  had  been  preaent ; 
regardleaa,  they  were.  It  la  a  aucceaa  atory  becauae  TQM 
waa  the  backdrop  for  correcting  theae  ilia. 

The  premiae  of  thla  paper  ia  that  an  examination  of  one 
of  the  fir at  operational  Air  Force  aquadrona  to  begin 
implementation  of  Total  Quality  Management  can  be  of  value 
to  other  operational  aquadrona  and  to  aenior  military 
leaderahip.  Reaponding  to  the  demand  for  examplea  of  TQM 
applicability  to  military  organizationa  other  than 
loglatical  depota,  thie  may  go  a  long  way  to  debunking  the 
myth  of  TQM  being  a  civilian,  buaineaa  management  concern. 
Furthermore,  an  analyala  of  the  aalient  aapecta  manifeat  in 
an  operational  military  aquadron* a  experience  ahould  provide 
leaaona  for  aenior  leaderahip. 

The  focua  of  thia  paper  ia  the  37th  Air  Reacue 


Squadron.  At  the  time  of  the  experience,  it  waa  one  of  a 


do^ttn  Air  Reacue  St^rvice  aquadron&  adminiatrati v»iiy 
oommanded  by  th«  Military  Airlift  Command.  The  37th  Axr 
Reacue  Squadron  achieved  the  diatinction  aa  the  command' a 
'•Reacue  Squadron  of  the  Year  for  l'39l'‘  and  waa  acknowledged 
by  the  Rocheater  Inatitute  of  Technology /USA  Today  Quality 
Oompetition  in  1992. 

The  37th  Air  Reacue  Squadron  conaiated  of  a  amall 
management  headquartera  ataff  and  eight  auborinate, 
geographical ly -aeparated ,  operational  helicopter 
detachmenta.  The  headquartera  waa  located  at  Francia  E. 
Warren  Air  Force  baae.  Cheyenne,  Wyoming  along  with  one  of 
ita  detachmenta.  The  I'emaining  aeven  unita  were  diaperaed 
throughout  the  weatern  United  Statea:  in  California, 
Waahington,  Montana,  South  and  North  Dakota,  and  Miaaouri 
<Fig.  1>.  Flying  two  different  modela  of  the  Bell  UH-1 
utility  helicopter,  the  detachmenta  performed  diverae 
aupport  miaaiona  for  a  variety  of  Air  Force  commands.  Six 
of  the  unita  were  baaed  at  Air  Combat  Command  (formerly 
Strategic  Air  Command)  intercontinental  ballistic  missile 
<ICBM)  baaea  to  provide  nuclear  surety  security,  logistics, 
and  personnel  transportation  flights.  One  unit  waa 
stationed  at  the  Air  Ti'aining  Command's  Fairchild  Air  Force 
Base  to  perform  combat  rescue  training  for  the  US  Air  Force 
Survival  School.  The  last  detachment  performed 
transportation  and  aux'veil  lance  flights  at  Vandenberg  Air 
Force  Base’s  Weatern  ballistic  Missile  Teat  Range. 
Additionally,  each  of  the  units  were  secondarily  tasked  to 
perform  peacetime  humanitarian  missions  in  support  of  the 
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National  Searcn  and  Fceacue  Plan.  The  diveraity,  -jeo^rapnic 
aeparation,  and  email  headquax'tLtrrtt  aepeota  oi  the  i;7th  Aii 
Rescue  Squadron  ail  contributed  to  the  Air  Rescue  i>ervice 
commander's  decision  to  use  the  u7th  as  his  “Total  Quality 
Management  Spotlight  Squadron."  The  Air  Rescue  Service 
mirrored  the  ogranization ,  geographic  dispersal,  and  mission 
diversity  ol  the  37th  Air  Rescue  Squadron.  Therefore,  the 
hope  was,  lessons  learned  Trom  the  test  squadron  may  have 
applicability  to  the  Air  Rescue  Seivice  at  large. 


Fio .  1  (Map  of  37th  Air  Rescue  Sq ) 


COMMITMENT 


In  the  fall  cr£  1990,  the  37th  squadron  and  each  o£  the 
detachment  coasanders  attended  a  Quality  Awareness  training 
session  hosted  by  the  Air  Rescue  Service.  Alongside  all  the 
commanders  o£  rescue  squadrons  £rom  around  the  world,  the 
37th  key  personnel  received  TQM  training  £rom  Organizational 
Dynamics  Inc.,  a  management  consulting  £irm.  Using  Rescue's 
military  instructors  the  squadron  then  hosted  Quality 
Awareness  training  £or  their  headquarters  sta££  and  two 
£acilitators  £rom  each  detachment.  In  turn,  the  detachment 
£acilitatora  and  unit  commanders  conducted  training  £or 
their  people.  Materials  for  this  training  used  the  Military 
Airlift  Command's  TQM  series,  which  included  specialized 
workbooks  for:  Quality  Awareness,  Facilitator  Training,  and 
Quality  for  Leaders.  This  training  was  also  augmented  by 
civilian  specialists  in  team  and  culture  building.  Initial 
training  costs  were  approximately  920,000,  representing  10 
percent  of  the  squadron's  annual  travel  monies.'^  A  rather 
significant  fiscal  commitment. 

The  Squadron  began  with  a  vision  statement.  History  of 
the  organization  was  studded  with  excellent  perfcrrsance 
perceptions;  so  the  vision  statement  went  one  step  further, 
acclaiming  "Detachment  Dedication:  Superior  Service  for 
Multi -MAJCOM  Support."  It  heralded  a  qualitative 
Improvement,  from  excellent  to  superior;  it  placed  the 
detachment  up  front  (vice  the  squadron  headquarters); 
and  it  clearly  focused  on  the  multiple  host  base  agencies  as 
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the  cuatomer  . 


in  addition  to  the  monetary  investment  of  the  trainxng 
mentis  .ed  earlier,  the  squadron  published  operating 
instructions  and  a  quality  charter  which  identified  quality 
as  “Doinq  the  RIGHT  thing,  right."*  Setting  the  tone  for 
empowerment,  the  squadron  headquarters  philosophy  espoused 
an  an t 1 -bureacracy  attitude-  The  desire  was  to  chanae  the 
squadron  headquarters  irom  an  agency  for  permission,  to  one 
of  advisor.  The  operational  detachments  were  encouraged  to 
support  their  hosts  with  the  admonition:  if  its  not  unsafe, 

illegal,  or  stupid,  you  may  do  it.'*  Quality  Councils  were 
formed  at  the  squadron  headquarters  and  each  detachment. 
Council  membership  included  a  cross  functional 
representation  of  senior  unit  leadership.  And  at  the 
detachments.  Quality  Councils  also  included  the  Site  Manager 
of  the  civilian,  contract  maintenance  company. 

To  set  the  tone,  the  squadron  commander  delegated  the 
most  sacred  of  historical  decisions.  The  regulations 
required  the  squadron  commander's  permission  for  an 
operational  nioht  mission.  This  decision  was  delegated  to 
the  detachment  commander.  They  were  tne  one's  with  first 
hand  Knowledge  of  the  mission  legitimacy,  weather 
conditions,  and  aircrew  capabilities.  To  call  the  separated 
squadron  commander  was  certainly  not  adding  value  to  the 
process.  Of  course,  for  those  mission  requests  with 
marginal  conditions  or  unusual  character i sties,  the 
detachment  commanders  were  still  encouraged  to  consult  their 
headquarters.  The  emphasis  was  advice,  not  permlsalon. 


CUSTOMER  _ALIGNMENT 

immediately  good  thinga  began  to  happen.  For  the  aix 
ICBM  aupport  units,  esoorting  the  ground  movement  of  nuclear 
weapons  convoys  provided  essential  surveillance  and 
communica t ion  links  for  security  and  safety-  Even  the 
Strategic  Air  Command  <,SAC)  required  these  movements  during 
daylight  hours’’^,  but  sometimes  things  would  go  wrong  and  a 
mission  would  have  to  proceed  (or  continue  its  progress) 
after  sunset.  Traditionally,  the  overhead  helicopter  would 
leave  the  convoy,  due  to  a  feeling  that  the  squadron  did  not 
condone  flying  after  dark.  Armed  with  a  new  found  freedom, 
detachment  commanders  instantly  began  remaining  with  the 
convoy  even  after  dark.  Local  ICBM  wing  commanders  were 
astonished.  One  such  commander  during  an  interview 
concerning  the  issue  stated,  *’1  never  understood  why  you 
would  leave  us  during  a  phase  of  the  mission  that  we  needed 
you  the  most.'-"  Surprisingly,  there  nad  been  no  voiced 
displeasure  with  the  poor  support  until  the  customer  was 
surprised  with  proper  support. 

The  next  surprise  was  that  base-wide  superior  service 
became  contagious  through  customer  involvement.  Several 
ICBM  wing  security  chiefs  started  complaining  about  the  lack 
of  helicopter  support  for  their  contingency  security 
responsibilities.  (The  acid  teat  of  whether  a  climate 
exists  to  encourage  change  is  how  you  handle  complaints''). 
Over  the  years  the  units  had  drifted  away  from  security 
flights,  toward  the  more  routine  and  manageable  missions  of 
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adminiat.rat.ive  acheduled  airlift.  Wing  aecurity  Operationa 
Plana  called  for  quarterly  nuclear  aecurity  exerciaes 
involving  reaponsea  to  threata  far  out  into  the  miaaile 
fielda,  but  they  drove  inatead  of  flying.  The  plana  liated 
the  requirement  for  helicopter  '  Aa  Available'**,  and  aince 
the  helicopter  detachmenta  aeemed  adverae  to  aupport,  the 
wing  aecurity  people  had  atopped  aaking  yeara  ago,  A 
Proceaa  Improvement  Team  <.P1T)  chartered  by  the  equadron, 
including  ICBM  wrng  aecurity  members,  studied  the  problem. 

In  addition  to  unit  apathy  they  discovered  organizational 
barriers.  For  example,  the  tactical  maneuvering  of  flights 
with  security  personnel  into  threatened  missile  sites  was 
absent  from  corporate  plana.  There  was  no  pilot  initial 
training  and  qualification  In  the  maneuvers;  there  were  no 
aircrew  currency  training  events;  there  were  no  recurring 
flight  evaluations  in  the  scenarios;  and  in  fact  the 
governing  regulation  prohibited  security  police  passengers 
from  helicopter  flights  where  tactical  maneuvering  was 
performed.'^  What  was  present  in  the  regulation  only  allowed 
for  tactical  maneuvering  during  rescue  exercises  <Rescue  was 
the  parent  organization  of  the  squadr<n). 

The  PIT  identifed  these  and  other  deficiencies, 
suggested  corrective  measures,  and  submitted  a  large  package 
of  regulatory  changes  to  the  major  command.  One  ICBM  wing 
vice-commander  was  so  excited  about  the  activities  he  hosted 
an  exercise  exclusively  for  tuclear  security  helicopter 
scenarios.  The  squadron  brought  helicopters  and  aircrews  in 
from  all  seven  of  the  other  detachments.  This  exercise  is 
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now  an  annual  event  which  replaced  the  pre-exiating  reacue 


exerciaea.  Another  annual  event  of  aignificance  <ORIa) 
changed.  The  Military  Airlift  Comaand,  undergoing  their  own 
initial  atepa  toward  TQM.  heard  about  the  radical  changea  at 
the  37th,  The  MAC  Inapector  General  office  eatablished  PITa 
to  rewrite  their  regulationa.  They  invited  37th 
repreaentation  on  the  PIT  to  addreaa  the  criteria  for  the 
Operational  Readineaa  Inapectiona  of  the  37th  aquadron. 
Unbelleveably ,  the  applicable  regulation,  MACR  123-1,  did 
not  have  any  existing  criteria  for  ICBM  miaaile  wing 
helicopter  units.  The  inspections  had  always  been 
accoapliahed ,  using  the  “closest’*  criteria  in  the  book  - 
Reacue  Procedures.  The  aquadron  gave  the  IG  copies  of  the 
newly  created  aquadron  miaaion  manual  which  clearly  stated 
the  squadron’s  ICBN,  Survival  School,  and  Western  Test  Range 
mission  areas.  For  the  first  time,  the  IG  and  the  unit  knew 
what  they  were  going  to  be  inspected  on,  and  more 
importantly  it  reflected  the  pertinent  host  base  support 
missions . 


MEASUREMENT 

The  above  mission  improvements  clearly  brought  to  light 
several  aspects  of  the  squadron's  nonaupport  of  their  host 
wing  customers.  The  vision  statement's  call  to  “superior" 
support  may  have  been  erroneously  based  on  an  assumed 
“excellent"  history.  Actually  measuring  the  squadron's 
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support  turntid  out  to  be  it's  biggeat  and  aoat  productive 
challenge . 

Hiator ical ly ,  the  only  measuring  device  the  squadron 
used  waa  an  accounting  o£  the  £iying  hours  performed  by  each 
detachment  <host  bases  were  paying  the  bills) .  Monthly, 
quarterly,  and  annual  reports  identified  the  amount  of 
flying  time  provided  to  the  host  base  mission.  This 
flying  time  was  compared  to  all  of  the  other  flying  time 
accumulated.  For  example,  a  typical  detachment  would  fly 
1,500  hours  per  year.  Of  that,  usually  dOO  hours  would  be 
registered  as  host  base  support  missions  (a  little  more  than 
50?«;)  .  The  remainder  of  the  time  waa  consumed  with  training 
sorties  for  aircrews,  maintenance  check  flights,  civilian 
search  and  rescue  missions,  and  higher  headquarters 
(administrative  command,  not  operational  command)  directed 
ventures.  There  was  a  fascination  and  fixation  on  this 
report  akin  to  Deming's  warning  against  doing  business  on 
price  tag  alone. '  In  fact,  the  detachment  which  could  attain 
the  highest  pe.rcenJ;jage  of  host  support  flying  hours  had 
bragging  rights  as  “the  best  detachment." 

Of  course  the  amount  or  percentage  of  flying  time  told 
absolutely  nothing  concerning  the  effectiveness  or 
reliability  of  the  support.  Supported  wing  commanders  voiced 
little,  if  any,  concern  over  the  flying  time.  What  they 
cared  about:  Were  we  there  when  they  needed  us?  Did  we  get 
the  task  done?  The  flying  time  report  was  probably  worse 
than  being  a  singular  measurement  device,  it  waa  a  dishonest 
one.  It  was  abandoned  and  a  new  one  installed. 
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The  measurement  ayatem  the  37th  aquadron  created  was 
based  on  the  Federal  Express  model.  Federal  Express 

analyzed  their  receipt^  handling,  and  delivery  o£  package 
mail  service  to  determine  the  critical  nodes  of  action.  Any 
one  of  the  identified  activities  could  cause  the  partial  or 
complete  failure  to  meet  the  customer's  expectations.  They 
weighted  the  process  points  with  1,  S,  or  10  points.  A 
failure  of  an  action  triggered  an  assignment  of  failure 
points;  and  baaed  against  the  total  possible  points  for  all 
actions,  an  index  was  determined.  They  called  this 
numerical  value  their  Service  Quality  Index  (SQI>.  The  37th 
squadron  used  the  Federal  Express  model  to  create  their  new 
measurement  system;  not  so  creatively  calling  their  index 
the  37th  Support  Quality  Index  <37  SQI > . 

Specifically,  the  squadron  identified  three  major 
categories  of  missions:  passenger  transportation,  cargo 
transportation,  and  patient  transportation.  Within  each  of 
these  major  groupings  more  finite  types  of  missions  were 
identified.  For  example,  <Fig  2>  within  passenger 
transportion  were  mission  types  of  security  personnel, 
administrative  airlift,  etc.  Cargo  transportation  missions 
included  missile  parts  delivery,  photographic  missions,  etc. 
Lastly,  patient  missions  focused  on  search  missions, 
medical  evacuation  flights,  and  the  federally  sponsored 
Medical  Assistance  to  Traffic  and  Safety  <MAST>  flights. 
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Fiq.  2  (Passenger  Airlift  SQI  Form) 


Typxcai  Ji'7  SOI  pointa  tor  key  actiona  durtnci  a  aiaaion 
can  be  aeen  £roa  an  explanation  ot  a  atrargbt  lorward 
equipment  tr anapor tat ion  mlaaion- 
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Total  poaaible  pointa  £or  not  meeting  the  wing 'a 
expectationa  on  thia  miaaion  were  36.  Total  £ailure  would 
be  36  pointa  per  1  miaaion  SQI .  Totala  £or  each  type  o£ 
miaaion  and  majox'  category  were  tabulated  monthly. 

Only  the  major  category  SQI  waa  reported  to  the  aquadron 
headquartera;  aubtotala  and  reaaona  £or  problema  remained  at 
the  local  detachment  £or  analyaia  and  action. 

Computing  the  SQI  baaed  upon  a  ratio  per  10O  miaaiona 
atandardized  the  £igure  £or  eaay  record  keeping.  December 
1990  £igurea  displayed  the  £ollowing  aquadron-wide  SQIa 

Paaaenger  Airll£t  =  275  SQI 
Cargo  Alrli£t  =  245  SOI 


Patient  Airll£t 


5  SOI 


The  above  lloutea  represented  the  measurement  baseline. 
What  they  revealed  was  partial  veriiication  oi  our  excellent 
a<sl4  "percept  Ion .  A  275  SUl  lor  ItitJ  passenqer  missions  meant 
an  averaqe  o4  .;.7b  points  per  mission;  approximately  a  So 
percent  customer  satiiaction  rate.  But  they  also  pointed  to 
qlarinq  actions  needlnq  attention.  The  very  low  patient 
sltiil't  SUl  was  siqn It' lean 1 1  y  pleasinq  considerlnq  the 
emotional  and  physical  importance  attached  to  humanitarian 
missions.  Five  months  later  the  squadron  agqreqate  SQI  was 
cut  in  halt'  iFlq  3>  .  The  measurement  system  was  later 
replaced  by  an  Air  Rescue  Service/Mii itary  Airlift  Command 
system  of  comparable  mechanics. 

37  ARS  SOI 

»*0INTS  PER  MONTH 


DEO  JAN  PE6  MAR 


125  SQI  points  per  100  Klsston  •v«ri9«  •  92.5* 

Fig.  3  (37th  Sq.  4-Month  Chart) 


Before  continuing,  it  way  be  inatructive  to  explain  the 
*•  safety "  points  phiioaophy,  because  it  goes  to  the  heart  of 
the  customer -baaed  attitude  of  the  SQI  indicator 
definitions.  Safety  was  given  the  highest  weight  <10 
points)  for  obvious  reasons.  Not  so  evident  are  the  rules 
of  the  indicators  application.  Safety  was  measured  strictly 
from  the  passenger's  viewpoint.  For  example,  if  during  the 
course  of  a  flight  the  aircrew  experienced  a  malfunction  to 
which  they  had  to  make  some  other  than  routine  actions,  the 
impact  on  the  passengers  was  assessed.  If  the  passengers 
felt  totally  secure  and  confident  by  the  aircrew  actions 
<regardless  of  outcome)  than  no  points  were  assigned.  If, 
on  the  other  hand,  the  passengers  felt  frightful  <even  if 
the  aircrew  performed  the  event  correctly)  safety  points 
were  awarded.  This,  above  all  other  mechanics,  instilled 
the  attitude  in  the  detachment  personnel  that  the  user 
determined  quality  and  that  a  self -perception  was  not  the 
germain  issue.  The  mechanism  for  determining  passenger 
feelings  was  a  personal  feedback  trifold  made  available  to 
all  passengers  <Fig  4). 
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Fig.  4  { Suggestion/Passenger  Comment  TRI-Fold) 


SUGGESTION  AND  PANTIOiPATlON 

in  the  preceedlng  yeara  the  37th  aquadron  averaqed  three 
iormal  auggeatxon  progra*  entrrea  per  year.  According  to 
John  Hudiberg,  loriaer  Chlei  Executive  Oil  leer  ol  the 
Deming  Award  winning  Florida  Power  and  Light,  li  you  had  to 
pick  Juat  one  indicator  to  aaaeaa  the  quality  environment  of 
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an  organizat-ion ,  t.he  number  o£  auggeabions  the  people  aubmit 
would  be  the  one  meaaurement . ’ ^  For  In  it,  all  o£  the  vital 
attributea  of  quality  muat  be  preaent.  The  workera  muat 
feel  peraonally  reaponaible  for  improvement,  they  muat  feel 
their  ideaa  will  be  liatened  to,  and  there  muat  exiat  the 
mechanisma  to  implement  the  approved  idea.  If  thia  ia  ao, 
the  37th  aquadron  <and  probably  the  military  aa  a  whole) 
fail  miaerably. 

Coincidental  with  the  TQM  implementation  efforta 
at  thia  aquadron.  the  Commander-in-Chief  of  the  Military 
Airlift  Command  began  a  new  command  auggeation  program 
called  Quality  Eagle  Initiativea  <QEI>.  In  iuat  a  4-month 
period,  the  Air  Reacue  Service  aubmitted  45  QEIa;  the  37th 
Squadron  accounting  for  over  half  (a  24 -fold  increaae  in  the 
aquadron'a  “Hudiberg  Teat**).  The  key  aapecta  of  the  QEI 
Program  corrected  longatanding  problema  with  the  hiatorical 
Air  Force  Suggeation  Program.  Namely,  the  higher 
headquartera  **commandera’*  were  held  accountable  for  repliea, 
not  ataffa.  And  equally  important,  the  QEI  Program  required 
prompt  repliea  to  the  auggeatora  <3  daya  for  commandera 
lower  than  MAJCOM  and  5  daya  for  the  MAJCOM).  In  aum, 
management  waa  reaponaive.  The  following  example  will 
illustrate  the  type  of  QEI  aubmitted. 

In  reaponae  to  paaaenger  complainta  about  the 
predeparture  requirementa  for  diapatchea  from  the  central 
baae  to  outlying  mlaaile  fielda,  another  PIT  analyzed  the 
actiona  involved.  Hoat  baae  <SAC)  membera  and  local  37th 
detachment  people  made  a  flow  chart  of  paaaenger 
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predepart-ux'e  activities.  They  discovered  a  significant  step 
in  the  process  that  was  redundant  and  time  consuming.  The 
SAC  Transportation  Control  Center  (TCC)  required  all 
dispatching  personnel  to  go  through  their  offices  for  base 
departure  authority  and  by-name  manifesting.  This  would 
normally  take  approximately  30  minutes.  Once  they  arrived 
at  the  helicopter  unit  they  were  once  again  required  to  be 
manifest  in  accordance  with  MAC  flying  regulations. 
Furthermore,  while  enroute  to  and  from  the  field, 

"operations  normal"  radio  reporting  was  required  to  the 
Transportation  Control  Center.  The  typical  maintenance 
worker  dispatch  d  to  the  field  was  delayed  up  to  a  half  hour 
by  the  process;  and  overcontrolled  once  on  the  road. 

A  suggestion  from  the  SAC-MAC  team  asserted  that  the 
helicopter  flight  passenger  manifest  should  suffice  the  TCC 
requirement,  and  recommended  the  helicopter  unit  be 
empowered  with  dispatch  authority.  Also,  since  inflight 
pilot  reporting  was  more  stringent  then  the  TCC  process, 
they  suggested  the  TCC  reporting  be  omitted.  A  &-month  test 
was  run  on  one  ICBH  base  and  than  implemented  squadron-wide 
at  all  five  other  ICBM  bases.  This  example  epitomized  all 
of  the  principles  by  John  Hudiberg.  In  response  to  a 
customer  complaint,  the  workers  felt  responsible  for  mission 
improvement.  Additionally,  they  thought  their 
recommendations  would  be  listened  to.  Furthermore,  a 
mechanism  and  climate  existed  to  implement  the  change. 
Equally  important  was  the  aspect  that  the  improvement 
captured  a  noteworthy  piece  of  teamwork  <SAC  and  MAC 


v>orkera>  and  t.he  empowerment  delegation  £rom  a  baae  level 
ata££  to  an  operational  unit.  Diapatch  time  waa  reduced  and 
paaaenger  proceaaing  atreamlined. 


LESSpMS.XRQH_THE__37TH_  EXPERIENCE 

How  did  L.  aquadron  go  £rom  mediocre  neglect  to  one  o£ 
the  beat  in  the  command?  Some  argue  TQM  ia  "juat  good 
leaderahip  or  proper  management!"  Thia  may  or  not  be  ao; 
either  way  it  ia  an  iaaue  o£  other  diacouraea.  The  £act  ia, 
TQM  waa  the  environment  £or  thia  caae.  There£ore  it  ia 
valuable  to  examine  the  unit  actiona  £rom  a  TQM  perapectlve 
£or  leaaona  in  quality,  management,  and/or  leaderahip. 

The  moat  important  leaaon  from  the  37th  Squadron  TOM 
experience  waa  the  role  leaderahip  played  in  creating  the 
climate  for  improvement;  that  ia,  a  culture  of  a  ahared 
belief  in  doing  the  "right  thing"  tor  product)  for  the  right 
cuatomer.  Thia  ia  in  contraat  to  an  organizational  culture 
which,  inatead  atreaaed  "doing  thinga  right,"  for  perhapa  an 
incorrect  cuatomer.  Workera  will  normally  do  thinga 
correctly  when  properly  akilled,  it  ia  the  leadera  role  to 
enaure  their  efforta  are  properly  directed.  The  atatiaical 
toola  of  TQM,  aa  with  all  other  evolutionary  management 
toola,  were  not  quality;  the  way  management  thought  about 
them  waa  quality.  For  example,  many  people  eaaiiy  get 
carried  away  with  the  toola  of  management  becauae  they  are 
eaay  to  graap,  but  aa  Dr.  Deming  atatea  in  the  preface  to 
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the  first  quality  epic,  Ou^_p£_tJve_  Crisis ,  "the  object  of 
this  book  is  to  change  the  way  western  Management  thinks.’'^" 
Ox'  as  Joseph  Juran,  another  quality  guru  puts  it,  "a  good 
way  to  lose  time  in  improving  quality  is  to  focus  on  tools 
and  tty  to  apply  them.*'^** 

There  are  three  basic  tenants  of  quality  regardless  of 
academic  authority,  they  are:  a  focus  on  the  customer,  the 
use  of  statisical  data  to  meet  the  customer's  expectations, 
and  a  culture  which  expresses  an  elevated  <at  least 
equal)  value  to  doing  the  right  thing  in  addition  to  the 
scientific  management  emphasis  on  doing  things  right. 
Leadership  is  the  former,  management  the  latter. 

As  Dr.  Charles  N.  Weaver  stated,  "When  TQM  has  not  been 
successful,  it  has  never  been  because  of  a  dificult  or 
unusual  type  of  organization.  TQM  failure  is  almost  always 
because  of  a  reluctant  CEO.’"^"  This  certainly  was  not  the 
case  for  the  37th  Air  Rescue  Squadron  experience. 

CIMCMAC,  General  H.T.  Johnson,  the  "CEO"  of  the  parent 
squadron  was  not  a  reluctant  TQM  suppox'ter  .  It  is  not 
coincidence  that  he  alone  shares  the  majority  of  credit  for 
quality  culture  building  in  this  experiment.  General 
Johnson  performed  the  important  leadership  function  of 
providing  the  quality  environment  by  radically: 
demonstrating  a  commitment  to  improvement,  reorganizing  the 
headquarters,  empowering  the  workforce,  and  stressing  the 
correct  identification  of  the  customer .  Perhaps  Tom  Peters 

said  it  best  in  his  book  Thrlylnci _ On_Chaos,  "sometimes 

leaders  find  themselves  having  to  dismantle  the  very 
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bureaucratic  norma  which  they  themaelvea  helped  foeter  and 
create ,  ’ 

The  CINC'a  initial  demonabr at ion  of  commitment  to  TQM 
waa  hi a  1090  "Commander 'a  Conference."  Each  commander  waa 

required  to  read  Balaco'a  Teaching  the  Elephant _ tp__pance.  An 

intellectual  ice-breaker  for  TQM' a  empowerment.*®  At  thla 
conference,  one  of  the  three  daya  waa  dedicated  to  TOM 
brief inga  and  inatruction.  For  a  CINC  to  apend  a  third  of 
hia  agenda  on  a  aingle  aub.lect  aent  a  clear  aignal  to 
aubordinate  commander a. 

Empowerment  came  quickly  thereafter.  In  the  flying 
world  of  MAC  there  were  two  cultural  impedimenta  to 
individual  empowerment.  Firat,  the  bureaucratic  norm  of  "a 
right  way  to  do  thlnga"  waa  enahrined  in  an  almoat  reverent 
atmoaphere  towai'da  regulations  and  manuals.  Secondly,  a 
ayatem  of  inspections  ensured  compliance  to  regulations,  at 
least  aa  interpreted  by  inapectora.  General  Johnson 
dismantled  this  climate  by  the  pronouncment  "all  MAC 
operational  regulationa  were  quidlJLnea  <emphaais  added) 
only^**"  and  the  cancelation  of  the  Aircrew  Standardization  and 
Evaluation  Team  <ASET)  inspections.  To  many  this  waa  met 
with  predictions  of  cataatrophy,  propheaizing  a  rampant 
disregard  for  safety  and  an  increase  in  accidents.  The 
truth  waa  1091  turned  out  to  be  the  "safest"  year  of  flying 
in  MAC  history."^* 

The  empowerment  impact  at  the  squadron  level  was 
noticed.  The  preliminary  feeling  of  freedom  and 
independence  <the  predicted  anarchy)  quickly  gave  way  to  an 
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overwhelming  feeling  of  peraonal  reaponai bi 1 i ty .  TQM' a  goal 
of  oreabing  peraonal  inveabment  in  corporabe  aucceaa  waa 
f oabered .  Thia  is  direcbly  opposed  bo  bhe  climabe  where  aa 
Saahin  and  Kiser  poinb  oub,  "bhey  have  bo  obbain  approval 
from  above  for  every  minor  change  bhab  mighb  be  made  in  some 
seb  of  abandard  procedures 

A  squadron  example  of  bhis  pibfall  was  seen  ab  bhe 
Wesbern  Tesb  Range  aupporb  debachmenb.  A  major  parb  of 
bheir  mission  waa  bo  acb  aa  a  plabform  for  phobographic 
documenbabion  of  ICBM  research  and  developmenb  launches. 

The  phobographer  desired  a  clear,  unobsbrucbed  view  for  his 
camera  lens.  Shoobing  bhrough  bhe  small,  removeable 
(emergency  exib)  window  in  bhe  door  was  aufficienb,  bub  nob 
allowed  by  a  "higher  headquarbera"  sbaff  inberprebabion . 

The  argumenb  followed  bhab  since  bhere  were  wribben 
procedures  for  passengers  and  equipmenb  in  bhe  back  of  a 
helicopber  flown  wibh  bhe  sliding  door  wide-open  (nob  jusb 
bhe  window)  bhab  is  bhe  way  ib  musb  be  done  (and  rules 
required  an  exbra  crew  member  in  bhe  back  bo  supervise  bhe 
passenger  and  equipmenb  due  bo  bhe  risk  of  falling  loose 
equipmenb) .  The  problem  was,  bhis  unib  had  an  above  average 
incidence  of  "dropped  objecbs",  i.e.  bhings  fell  from  bhe 
helicopber  bhab  were  nob  supposed  bo- 

Wibhin  bhe  experimenbal  TQM  environmenb,  bhe  new 
found  freedom  bhey  percieved  from  CINCMAC  messages,  and  no 
longer  under  bhe  bhreab  of  bhe  sbaff  inspecbors,  bhe 
debachmenb  people  re-examined  bhe  problem.  They  discovered 
bwo  bhings:  one,  bhe  highesb  rabe  (debermined  by  a  Rarebo 
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anaiyaia)  of  dropped  objecta  ocurred  during  photographic 
miaaiona,  and  two,  the  conventional  wiadom  among  the  crewa 
waa  that  the  extra  crew  member  in  the  back  to  auperviae 
looae  itema  waa  not  ao  much  a  preventor  of  dropped  objecta, 
aa  much  aa  only  a  witneaa  to  the  affair.  After  diacuaaiona 
with  the  photographer  <cuatomer)  they  began  ahooting  the 
miaaiona  with  the  door  cloaed  through  the  removed  window. 
Dropped  objecta  decreaaed .  Seem  aimple,  yea;  common  aenae, 
perhapa.  The  leaaon  waa,  until  the  crew  membera  felt 
peraonally  reaponaible  for  mlaaion  execution,  merely 
complying  with  the  regulationa  <however  incomplete)  waa 
aat iaf actory .  The  new  procedure  reduced  accidenta, 
eliminated  the  need  for  an  additional  crew  member,  and  moat 
importantly  atill  aatiafied  the  cuatomer . 

Proper  cuatomer  identification  and  alignment  of 
organizational  procedurea  toward  cuatomer  requirementa  ia 
a  tenant  that  TQM  aenior  leaderahip  muat  enaure.  Improper 
cuatomer'  alignment  cannot  be  aaved  by  any  amount  of 
management  control  toola.  Sometimea  the  miaplaced  efforta 
to  the  wrong  customer  can  doom  the  organization  to 
mediocrity.  In  the  caae  of  the  Military  Airlift  Command, 
that  waa  also  turned  around  by  CINCMAC.  Simply,  he  espoused 
the  mission  of  MAC  waa  to  provide  airlift  to  the  nations  DOD 
customers,  i.e..  Army,  Navy,  Air  Force,  etc.  And  that  the 
command's  flying  time  muat  be  focuaed  primarily  on  this 
support.  Previous  to  thia  statement  of  the  obvious,  MAC'S 
own  school.  Airlift  Operations  School,  instructed  the 
command  that  aircrew  training  drove  requirements:  airlift 


to  others  was  a  byproduct  oi*  this  tise.*^'*" 


Not 


surprlainqly,  a  culture  existed  that  fostered  a  higher  than 
appropriate  management  attention  to  flying  time  management, 
at  the  expense  of  airlift  customer  expectations.  The 
similar  37th  Squadron's  misuse  of  flying  time  data  mentioned 
earlier  showed  how  statistical  process  control  is  not  TQM, 
customer  alignment  and  culture  is  necessary  for  quality. 

Properly  designed,  measurement  can  foster  a  quality 
environment  and  maintain  a  focus  on  the  customer.  In  the 
process  of  designing  the  37th  squadon  measurement  tools, 
several  arguments  were  overcome  which  stress  the  proper 
environment  of  a  quality  culture.  For  example,  after  a  long 
emotional  debate  it  was  decided  that  the  measurement 
definitions  had  to  be  a  "no  excuse"  criteria.  The  most 
controversy  surrounded  the  discussion  of  how  to  treat 
missions  which  were  not  supported  due  to  weather  induced 
cancellations,  1 .e,  factors  out  of  the  unit's  control.  It 
was  determined  that  not  meeting  a  customer's  expectations 
was  classified  as  a  failed  mission.  The  logic  went  like 
this.  If  everything  is  looked  at  as  a  process,  even  things 
such  as  traditional  good  excuses  might  be  reviewed  to  see  if 
there  actually  was  a  management  change  that  could  affect  it. 

This  approach  worked  well.  Early  in  the  measurement 
discussions  it  was  determined  to  define  a  "late  takeoff" 
even  when  the  reason  for  lateness  was  the  fact  the 
passengers  arrived  late.  Traditional  management  viewed  this 
as  outside  the  unit's  control  and  therefore  a  good  excuse. 


Howaver  ,  we  found  that,  a  specific  mission,  transportation  of 


missile  combat  crews,  was  habitually  late.  This  caused  a 
malaise  in  both  parties.  The  helicopter  crews  were 
nonchalant  in  their  approach  to  flight  preparation; 

"knowing"  the  passengers  would  show  late.  The  missile  crews 
demonstrated  little  concern  for  getting  to  the  helicopter 
unit;  they  "knew"  the  helicopter  folks  were  never  ready.  An 
examination  of  the  issue  discovered  the  maior  cause  of  the 
problem  was  a  poor  headquarters  produced  schedule.  The 
missile  crew  procedures  required  alert  briefing  procedures 
that  made  it  almost  impossible  to  meet  the  scheduled  takeoff 
time.  A  more  realistic  takeoff  schedule  to  accomodate  the 
missile  crew  requirements  was  created.  Xt  was  not  long 
afterwards  that  the  helicopter  crews  found  their  passengers 
arriving  at  the  appropriate  time  and  the  missile  crew 
passengers  found  the  helicopter  crews  ready  when  they 
arrived.  This  simple  example  illustrated  the  Deming  SS-lS 
rule.‘='^  That  is,  65  percent  of  the  time  a  process  problem 
is  management,  not  workers.  An  inappropriate  management 
schedule  caused  workers  to  be  destined  to  fail;  making  both 
customers  and  suppliers  unhappy. 


THE  ROLE  OF.  SEHIOR^LEADERSHIP 

The  role  of  senior  leadership  in  the  Total  Quality 
Management  implementation  is  three-fold.  First,  no  one 


except  senior  leadership  can  demonstrate  the  commitment  to 


quality.  Second,  aenior  leaderahip  muat  ahake  the  preaent 
organization  looae  from  ita  barriera  to  quality.  And  third, 
leaderahip  muat  inatill  the  cultural  valuea  vital  to  long 
term  improvement. 

"The  Iron  Law  of  Organizational  Development  la  that  any 
initiative  to  improve  muat  have  the  atrong,  viaible,  and 
continual  aupport  of  ita  CEO.*^*"  Structural  creationa  auch 
aa  quality  councila  at  the  executive  level  are  important. 
Examplea  of  quality  improvement  councila  in  extremely 
aucceaaful  companiea  have  been  documented  by  Juran.'^*^  In 
the  caae  of  the  37th  Air  Reacue  Squadron,  Quality  Councila 
were  indlapenaible .  The  councila  were  the  onea  who 
organized  (and  funded)  the  training,  communicated  the 
corporate  valuea,  and  provided  the  croaa-f unctional  teamwork 
neceaaary . 

Perhapa  the  moat  viaionary  actiona  aenior  leadership 
muat  take  are  thoae  which  break  down  organizational 
barriera  to  quality.  There  are  two  major  purpoaea  to  an 
organization ' a  atructure;  to  eatabliah  relat ionahipa  and 
identify  accountability*^'^.  The  aucceaaea  in  the  37th  Air 
Reacue  Squadron  were  largely  achieved  by  recognizing  their 
inappropriate  organizational  atructure.  By  thia  I  refer  to 
the  fact  that  the  cuatomer -aupplier  relationahip  of  the  37th 
and  their  hoat  baae  winga  waa  atralned  due  to  aeparate 
MAJCOM  adminiatratlve  commmanda,  Thia  obatacle  waa  overcome 
by  a  concerted  effort,  and  may  now  be  longterm  with  the 
Jan  92  Air  Force  reorganization  which  placed  the  37th  aaaeta 
within  the  hoat  baae  MAJCOM.  The  Air  Force 'a  One  Baae  -  One 
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Boaa,  philosophy  o£  organization  is  a  step  in  the  right 
direction 

The  nost  significant  barriers  to  break  are  probably  leas 
obvious  to  senior  leadership  and  entail  much  more  risk. 
General  H.T.  Johnson's  declaration  that  all  regulations  were 
guidlelines  (mentioned  earlier)  would  have  accomplished 
nothing  had  he  not  taken  the  subsequent  actions  of 
cancelling  the  headquarters  standardization/evaluation  team 
inspections  and  changing  the  mission  statment  of  the 
command's  Inspector  General. 

General  Johnson  took  Deming's  Point  #3  of  his  famous  “14 
Points,"  literally.  The  MAC  Inspector  General  Directorate 
was  changed  to  the  Directorate  for  Quality  Services.  This 
was  more  than  a  name  change.  Instead  of  the  IG  team 
conducting  Managment  Effective  Inspections  to  certify 
compliance  with  program  regulatory  guidelines,  the  "QS"  team 
conducted  Quality  Assessment  Visits.  The  charter  of  the 
Quality  visits  was  to  teach,  encourage,  and  foster  the  TQM 
cultux'e.  When  this  team  visited  the  37th  squadron,  a  full 
day  of  their  4-day  visit  was  spent  providing  advanced 
measurment  technique  classes.  The  assessment  criteria  used 
by  the  team  was  the  Federal  Quality  Institute's.'®'* 

It  has  been  asserted  that  “leadership  is  doing  the  right 
thing ... management  is  doing  things  right."  Management 
having  to  do  with  accomplishing  tasks  effiently  and 
leadership  dealing  with  culture  and  vision.  That  is, 
leadership  should  concentrate  on  identity  (mission,  goals, 
and  values).  Dr.  Edgar  H.  Schein  states,  "one  of  the  most 
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deciaive  £unct.ion&  o£  leadership  may  well  be  bhe  creation, 
and  1£  necessary  the  destruction,  of  culture.^**” 

The  destruction  of  culture  can  be  seen  as  breaking  the 
paradigms,  or  blinding  attitudes,  which  Joel  Barker 
popularized.^^  In  the  present  way  of  western  management, 
and  in  particular  the  US  Military,  there  are  three  paradigms 
senior  leadership  must  shatter.  The  “survival  of  the 
fittest  attitude",  the  “one  best  method  attitude”,  and  the 
“show  me  quick  results  attitude.” 

It  is  certainly  part  of  the  american  culture  that 
individual  action  in  competition  with  others  brings  out  the 
best  in  everyone;  and  in  an  Adam  Smith  invisible  hand  sort  of 
way,  the  community  at  large  is  improved.  This  may  be  the 
underlying  principle  of  capitalistic  economies,  but  it  is 
sub-optimizing  in  the  organizational  climate  (The 
competition  among  the  detachments  to  obtain  the  highest 
percentage  of  flying  time!.  Take  for  example  the 
intersquadron  competion  which  takes  place  in  an  aircraft 
wing.  For  example,  competing  each  squadron  against  all 
others  to  meet  or  exceed  aircraft  generation  goals,  assumes 
that  the  individual  squadron  will  be  motivated  to  higher 
performance  levels.  But  ask  a  squadron  maintenance 
supervisor  if  he  would  give  a  spare  part  to  another  squadron 
and  you  find  an  ugly  answer.  To  provide  another  squadron 
assistance  is  contrary  to  the  paradigm.  Ask  him  what  his 
purpose  is.  Is  to  meet  the  goal  or  provide  better  support? 
Just  imagine  how  the  wing's  aircraft  generation  performance 
could  be  improved  if  the  leadership  educated  everyone 
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to  the  larger  miaslon-  Strangely,  coinpet  it  ton  severely 
reduces  ef £ect i veness , 

Frederick  Taylor  produced  a  revolutionary  management 
concept  in  the  industrial  revolution  with  his  scientific 
management  studies.  Through  time  and  motion  studies  the 
"one  best  way"  culture  grew-  Unfortunately,  this  management 
philosophy's  past  success  is  also  its  present  failure.  The 
world  is  constantly  changing;  if  there  is  a  one  best  way,  a 
better  way  comes  along  soon.  A  leader  who  places  emphasis 
on  compliance  to  a  standard  misses  the  opportunity  to 
improve.  In  this  organizational  culture  the  values  and 
beliefs  understandably  measure  with  a  sundry  of  reporting 
procedures  the  degree  of  compliance,  rather  than  the 
continuous  improvement  value  of  TQM.  The  religion  of  "one 
best  way"  fails  to  recognize  that  customer's  requirements 
and  expectations  change,  procedural  techniques  are  Invented, 
and  creative  people  leave  the  organization.  In  the  37th 
case,  more  reliable  helicopter  engines  had  made  flying  at 
night  safer  years  ago,  but  the  once  sound  requirement 
for  elevated  approval  authority  remained  enshrined  in  the 
regulation . 

The  third  goal  of  senior  leadership  must  be  to  maintain 
focus  on  the  philosophy,  not  the  tools.  The  measurement 
tools  of  TOM  are  nothing  more  than  an  evolutionary 
improvement  of  data  collection.  The  value  of  TQM  tools  is, 
they  are  means,  not  ends.  A  demand  for  short  term  results 
will  succeed.  That  is,  as  in  Management  By  Objectives,  Zero 
Defects,  or  any  other  organizational  development  effort,  a 
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abort  term  incx'eaae  in  productivity  will  iikeiy  reault.  But 
in  thia  caae  TQM  will  become  juat  another  in  the  long  liat 
o£  £ad  management  toola;  rather  than  a  long  term  ahi£t  in 
culture.  A  current  example  will  illuatrate  thia 
di££erence.  Preaently  the  Air  Combat  Command  haa  a 
meaauring  and  reporting  ayatem  in  their  Finance  Centera  £or 
Travel  Voucher  accuracy  and  turn-around  timea.  A  £ocub  on 
the  tool  will  produce  an  improvement;  i£  £or  no  other  reaaon 
the  likelineaa  o£  the  Hawthorn  E££ect.  A  key  indicator  o£ 
thia  would  be  if  Finance  Center  workera  believe  the  reaaon 
they  are  meaauring  voucher  turn-around  timea  ia  to  meet  a 
command  goal  <the  Inference  being  a  paaa-fail  teat  of 
competition  and  compliance).  A  true  TOM  climate  would  exiat 
if  the  Finance  Center  worker  believed  he  waa  collecting  data 
to  aee  why  tux’n-around  timea  were  not  improving  <data  to 
identify  proceaaea  and  management  ayatema  requiring  change) . 

■PONCLySipN 

Total  Quality  Management  worked  in  the  37th  Air  Reacue 
Squadron;  it  can  work  in  any  military  organization.  TOM 
worked  becauae  it  combined  philoaophy  with  mechanica;  it 
ayntheaized  the  requirementa  of  leaderahip  and  the  toola  of 
management . 

Of  leadera,  TOM  aolicita  viaion.  It  focuaea  the 
intellectual  energlea  of  the  commander  on  misaion, 
direction,  and  culture.  It  teachea  leaders  to  use 
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management  toola  aa  leadership  enablera,  not  aa  aubatitutea. 
Let  ua  review  the  37th  experience  with  theae  aummariea  in 
mind . 

Firat,  TQM  Forced  the  37th  to  properly  focua  on  their 
boat  baae  miaaion.  They  diacovered  that  over  the  year a  they 
had  driFted  away  From  it.  An  organizational  atructure  oF 
separate  major  commanda,  one  For  the  hoat  baae  and  one  For 
the  helicopter  detachmenta,  created  a  cuatomer -auppl ier 
ffiiaalignment .  Thia  waa  overcome  with  increaaed  attention  in 
the  abort  run  and  an  Air  Force  reorganization  For  the  long 
run.  Once  communication  between  them  waa  re -eatabl ished  a 
longstanding  Failure  in  their  mission  <security)  came  to 
light.  A  cooperative  Process  Improvement  Team  addressed  the 
problems  and  made  signiFicant  changes  that  even  corrected  a 
higher  headquarters  <IG)  deFiciency. 

Selecting  a  visionary  direction  to  improve  From 
excellent  to  superior  support  made  the  squadron  deal  with 
the  TQM  requirement  to  measure  their  service.  The  First 
victim  oF  quality  measurement  was  the  realization  that  the 
historical  measurement  <percentage  oF  Flying  time) 
contributed  to  the  customer -auppl ier  disconnect.  Using  a 
simple  system  oF  weighting  points  against  the  key  result 
areas  oF  their  missions,  the  squadron  established  a  baseline 
oF  perFormance.  The  measurement  indicators  identiFied 
process  Failures,  causing  management  systems  to  change. 

Culture  waa  the  critical  ingredient  in  the  37th  success. 
Moat  oF  the  cultural  changes  resulted  From  senior  leadership 
actions.  Compliance  with  regulatory  guidelines  was  no 
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